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THE "NET ESTIMATES PROBLEM 



INTRODUCTION . On* of the moot basic problem* faced by 
intelligence agendo* I* that of obtaining adequate information of opera* 
tlonal matter* and of using such information to produce meaningful 'net 
estimates” of tbs capabilities and intentions of other nations, taking „ 

account of our ow n acts and facta as they must appear to other*. In 
goneral. UyJS. doctrine in the military services has prescribed a sharper 
separation betweea intelligence and operations than exists in the UK and 
sum, if not moot, other nations, although in the practical operation of 
Hold 'staffs this separation is usually mitigated or overcome through 
working understanding*. At the highest levels in the services, however, 
and oven in the Stats Department, there is a strong tendency either to 
keep operational matter* wholly In "operational" channels, or, if they 
are conveyed to intelligence offices, to impose restrictions against dis- 
cussion with outside agencies. This memorandum deals with efforts made 
by CIA since the fall of 1950 to meet this problem, in three contexts: 

(1) National Intelligence Estimates handled through regular machinery; 
f2) specific "net estimates" or "net evaluations” handled by special 
machinery; (3) the Watch Committee, handling Intelligence from the warning 
standpoint. 

s 

l. Operational Information and National Intelligence Estimates . 

la tbs MIS field, a distinction must he made between the 
furnishing of operational assumptions and the furnishing of specific opera- 
tional facts , esp ec i ally concerning our own capabilities. The former has 
never presented groat difficulties, and is now in satisfactory shape. The 
latter, however, has been troublesome on several occasions, and no 
satisfactory overall solution has been reached. 


In one type of estimate, dealing with the consequences of 
possible U. S. courses of a c tion. Operational assumptions as to U. S. 
policy are the foundation of tbs estimate. The only problem is that of 
ensuring that the assumptions have appropriate backing, and this is now 
usually done through the CIA Adviser to the NSC Planning Board, who may 
consult the Planning Board sms a whole or may deal directly with the depart 
meats most concerned. Assumptions are cleared at whatever level is 
necessary to assure their solidity. fills doohfflfcnt has bean 
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S pecial Machinery for Estimates^ 
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haasd an the integration of national intelligence 
with m il i t ary, political, aad economic operational 
d*ta dealing with our own capabilities . " 
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u c. Concurrently, instruct the Director of Central 
Intelligence to examine, in collaboration with 
officials of other governmental bodies as needed, 
the adequacy of present machinery, and the 
character of any new machinery that may be 
rnyiired In order to plan, guide, coordinate, 
and produce for the National Security Council, 

|*P otl evaluations in the nature of 

"Commander's Estimates, " of the USSR's 
capabilities and intentions vis-a-vis the United 
Stetes. based upon the integration of military, 
political, aad economic operational data dealing 
odtii United States' capabilities and intentions, * 

*»d n a tio n a l intelligence. " 
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St created 

a Spa dal Evaluation Subcommittee, chaired by a direct Presidential 
appointee, LL General Mwal H. Edwards, US AF (Kct.) — . who wa « ia 
fact nominated by foe Joint Chief* of Staff wtd#r a jiBtlemw'i agreement 
with General Smith — with r*p»*«ntativti of the 30 S, CIA, and the 
internal security committee* aa full namUn. 
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The so-called JCdwards Committoo waa given a very 
abort deadline. May 15, 1951, for the preparation of a new net evalua- 
tion to serve aa the bade for a policy appraisal of the whole field of 
eetotSaeatal defense . Through the aide leadership of General Edward* and 
with a large share of credit alee to Id. General H. JR. Bull, representing 
CIA* the deadline waa met. The resulting report (NSC 140/1, May 18, 

1951) although slightly marred by one misunderstanding with the JCS working 
level on terms of reference, was a highly valuable effort substantively. 
Organisationally It seemed to CIA, and, it is believed, to the NSC Secre- 
tariat and to others familiar with the earlier failure and with the general 
problem, to prove that net ev alu a tio ns or estimates could be done, even 
on tbs most complex problems, through a process of constant interchange 
of intelligence and operational information (under appropriate security 
safeguards), and that the resulting net papers were a vast improvement 
on anything that could be done by intelligence sued operations working at 
arms' length frem each other. 

With this pioneer demonstration, attention turned for a 
time back to the more general problem. Largely as a result of CIA urging, 
foe report of the President's Committee on International Information 
Activities (Jackson Committee), published June 10, 1951, included as its 
very first recomm endatio n foe following: 






"1, The necessary measures should be taken to 
provide amt estimates of political, economic 
and military capabilities . (Page 3)" 
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i 
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While this recommendation might have provided a lever 
for reopening the over-all question and resurrecting General Smith's 
recommendation c. of foe preceding October (which was still technically 
unfinished business in the NSC), two factors combined to soke this appear 
undesirable to the DQ. One was the r eplacement of mos t of the Joint 
Chief s of Staff in .August 1951; the other was the fact that in its policy 
consideration of continental defense (NSC 159 series) the NSC referred all 
organisation questions to foe Office of Defe nse Mobilisation for study (NSC 
action No. 873 d., August 1953). Since it wawHSt iirsFthoaght that Office 
of Defense Mobilisation's study would be tguickly completed, it seemed 
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«*«jriy Wt#fc¥'to w .raffit,amlto work out agreement with the Joint Chief# 
of Staff on a* proper procedure la the limited field of continental defense 
Wore taking up the over-all question again. 
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A« it worked out* ODM encountered substantial delay both 
in preparing its recommendations and in getting them cleared by the NSC 
Planning Board. Only in April 1954 did ODM'. paper become available to 
NSC. At this point tho JCS comment on the ODM proposals revealed that 
the new Chiefs" were not happy about a net estimates procedure under which 
ultimate final responsibility wai not vested solely in them, and there ensued 
a round of negotiations between Mr. Dulles and Admiral Radford, which clari- 
fied tbe issue but failed to produce agreement. A split paper was finally 
submitted to the President and the NSC on June 9, 1954, and the issue was 
resolved by the President in favor of joint responsibility in the Chairman* of 
the Joint Chiefs of Staff and the Birector of Central Intelligence, with other 
government Agencies represented on an appropriate basis. The President 
designated Admiral Bedford OS Chairman for the exercise, which is now pro- 
ceeding with a deadline of 1 November 1954. Rear Admiral Robbins is 
directing the project on Admiral Radford's behalf, while General Bull is again 
representing CIA. ITufcitaiiflvely the scope of the study has been broadened 
5 WW specifically all hey US insta llati ons overseas, thus making possible 
a far more refined and comprehensive view of Soviet attack strategy than was 
possible in the Edwards group. ProceduraUy, it appears at this writing that 
the project is being handled at tbs working level with a greater degree of 
close cooperation even in tews tho *' * 1 ' 


During the course of tee negotiations on the particular con- 
tWal defense problem, the overfull issue was discussed, and the Director, 
ofCwrtral Intelligence proponed that tea device of joint responsibility in DCI 
and tee Chairman of the JCS, tee one as intelligence adviser, the other as 
nrfBtary adviser, to tee President *nd tee NSC, be extended generally to cover 
problems for which a specific net evaluation, or net estimate, procedure is 
appropriate. (Such prob l e m s, generally speaking, would be those of 'substantial 
•cope, involving a complicated study of the interplay of US action and Soviet 
counteraction. In situation* whore action on bote aides would be simple and 
predictable, the use of joint mach i ne ry might not be warranted.) Tor the 

•«««**<» U *®t beistg pressed, since the success of the new 
continental defense project appears to be important in any decision. 

** The Watch Coanmittoe and Operational Information 

, ?cr ***** P** 4 **" intelligence community that concentrates 

<m providing warning of hostile action, knowledge of OS or allied operations 
may be even more vital than for more long-range intelligence efforts. With- 
out such knowledge false warnings may be giver,, available intelligence mav 
be noxiously misconstrued f*» either direction) , and intelligence effort may 
jot be focussed properly at' potiata ass d areas, «f tension. 
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’ problem is covered in 

** <> £fic * •* C^eat Intelligence. theOLA 
uarti^iiy <*ar*ed oito the watch function and with support 

essence of the story is that there hu 
Won no rariiotrlT t deouate procedure for keeping the Watch Committee 

0-. corf* h.~ . b~r*« »“““*• . 
itetmt. ns n result of tbs work of an ad toe Committee deeignat y 
twidC in 1953 to review the whole Watch Committee process, toe 
SUctor Central Intelligence. In July 1954. submitted to toe NSC. and 
thePresident approved in principle, a directive that operational information 
necessary to toe Watch Committee's mission be furnished to it. under 
appropriate security safeguards. At the date of wrlttog. the exact meriting 
ofthU directive remains to be Ironed out with the FBI Director. In CiA s . 
" Judgment the substance of this directive will provide a broad and adequate 
Waister the proper functioning of the Watch Committee in this respect, 
toondb no doubt particular problems of detail and interpretation will arise. 
The directive provides that in cases where an agency believes that °J er ~ 
riding security considerations preclude releaee of information (conceded to 
bo dfldfUaat to the Watch Committee) , the matter shall be refer re 
initially to DC1, thereafter to the President if DCi and the referring agency 
are unable to* resolve it. Thus, the Director should be in a position to 
Iron out difficulties as they arise. 

It is significant that this directive has had the full 
f: support of the JC8, in principle and in its general breadth. This *JCS 

*'■ attitude may be a significant indicaticn of the possibilities for further 

improvement in the fields of national estimates and of special net evaluation 
discussed in toe earlier sections of this memorandum. 
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